A sample project charter template in which the first column lists the questions that each team must answer, and the second column represents possible answers or things to think about while answering. When filling out the charter for a project, the text in the second column should be replaced with definitive answers from the team.

Purpose and Timeline

	What is the purpose of this project?
	

	When does the project begin and end (include hours allocated)?
	

	What is the shared understanding of the level of quality for this project?
	A production-quality system


Team Members and Workspace

	Who is the customer?
	

	Who are other stakeholders?
	

	How will the team's workspace be configured?
	Pairing stations (one station for every two team members) in “perimeter” format

	When are retrospectives? Who is the facilitator?
	

	When are standups? What are expectations for a team member who is late or can’t attend?
	A team member who will be late or can’t attend should call a teammate ahead of time or call in for the meeting.


Planning and Estimation

	What types of stories will the team create, and what is the definition of “done” for each story?
	If using Kanban, these will be the queues on the Kanban board, and the classes of service (normal, bug, spike, infrastructure) for the stories.


Monitoring and Measurement

	What is the process for determining when a measurement is needed?
	Either at planned times (for instance, at chartering before the project begins) or as process or product issues arise, the team or management discusses whether a particular problem could be investigated further by measuring some aspect of it.

	What is the process for establishing measurement objective and specifications?
	Team members ask themselves why they want to measure something and how those measurements will affect the project. The team answers the questions, “Which direction is good?” and “Who will hear about it and when?” and how the data will be retrieved and stored.

	How will the team verify that it has followed its measurement specifications?
	Team members review and analyze data that has been collected for specific measurement objective. Data can be put into chart format and shared with the team in its war room (for example, as a big visible chart) or stored in a wiki or other accessible location. Team members identify follow-up actions that, along with any chart or summary, are communicated to relevant stakeholders.

	How will the team capture customer feedback outside of scheduled meetings?
	Communication from the customer outside of planning or standup meetings should be recorded and verified with the customer. This could be done in several ways:
- E-mail a summary of feedback to the team with a copy sent to the customer.
- Record the feedback with the story information and confirm with customer.
- Repeat or confirm the feedback at the next scheduled meeting where customer is present.

	How will the team monitor stakeholder involvement?
	


Management

	How will the team manage and track changes in configuration? (This refers to the configuration of the software, the continuous integration server, the development environment, workstation setup and so on. Include in the answer where these configurations will be stored.)
	

	How will the team map product configuration changes to requirements? (In other words, how would someone trace a change that was made in the source code or a deliverable to a requirement requested by the customer, such as a story?)
	

	How often will the team reevaluate the development environment? (What tool updates or configurations would make the team more effective?)
	


Development, Testing and Continuous Integration

	How and when will the development team validate and accept completed work?
	Acceptance tests, QA review, code/peer review (socialization)

	How will the team handle defects?
	When a defect is located, the team will write tests to reproduce it before fixing it. The team takes a stop-the-line approach and prioritizes defects.

	How often will the development team integrate working code?
	With each pair switch or completion of a feature.

	What happens when the product is in a state that’s not deliverable (for instance, when the build is broken)?
	The team will not tolerate the application being in a non-deliverable state. If the build is broken the team should refocus to fix the build immediately. The team won’t add features to the build when the build can’t validate its existing set of features.


Risk Management

	What are the sources of risk?
	Some sources of risk are technical, managerial, staffing, schedule, budget, communication, employee satisfaction and customer engagement.
- Technical: A technical solution takes longer to implement than estimated.
- Managerial: The project is not tracked at an appropriate level of granularity.
- Staffing: The team is understaffed for the work.
- Schedule: There is dependency on external items that are not delivered to the team on time.
- Budget: There is scope creep on original deliverables.

	What are the specific known risks to this project?
	Risks listed here should meet one or more of the following criteria:
- Possible schedule slip that’s more than allowed by the contract or schedule.
- Possible cost overrun paid by the team by more than agreed to with upper management.
- Possible cost overrun paid by the customer by more than agreed to by the customer.
- Possible cost underrun, which represents loss of profit to the team.
- Risk to delivery of contractually obligated deliverables, such as technical risk associated with delivering a new feature, or dependencies on third-party software (for instance, software that is not yet released or well tested).
Risks that do not need to be listed are those that are mitigated by the team’s standard agile development processes—for example, the risk of delivering buggy software is mitigated by use of test-driven development and QA testing, and the risk of delivering the wrong products is mitigated by regular demos and iteration planning with the customer.
Other risks, such as lost work or time due to natural disasters, are covered at an organizational level and do not have to be addressed by individual projects.

	How will you monitor and track these specific risks?
	List which of the preceding risks will be monitored and tracked, and how the team will monitor and track them. Note that not all risks need to be monitored.

	How will you mitigate these specific risks?
	List the mitigation plans for the risks that require them. Note that not all risks require a risk-mitigation plan.


